Introduction
Site and services scheme and squatter upgrading are now widely accepted as appropriate responses to the rapidly expanding needs for shelter and services in third world cities. The purpose here is not to discuss the merits and shortcomings of these policies but to explore their management implications. Failure to attend to the organisation and management consequences of development projects is commonly held to frustrate their realisation. But the hypothesis goes further: it suggests that these two policies, particularly squatter upgrading, have distinctive management implications, compared to those of conventional public 'low-cost ' housing projects, which must be recognised if they are to be successful. The experience of the Lusaka Squatter Upgrading and Site and Services Project is used to support this argument.1 The discussion will focus on the upgrading component of the project where the argument is best illustrated.
The project, which started in late 1974, covers the upgrading of the three largest squatter complexes with a total population of 130,000 (i.e. about one third of the city). Upgrading means the provision of infrastructure at basic standards, community services, building materials loans and land tenure. Those displaced by insertion of services in existing areas are settled in adjacent overspill site and services areas, which also allow for some growth. Upgrading is not merely a temporary alleviation of service deficiencies, but envisages long-term evolution of a permanent settlement. A second component of the Lusaka project provides 4,400 site and services plots at a somewhat higher range of standards. The development phase of the project is nearing completion in 1979. It is financed jointly by the Government of Zambia and the World Bank.
The management imlications of a project of this kind are partly those of any large-scale housing scheme. But this is project management Zambia is fortunate in having an urban CD tradition on which to draw, but the project has largely created its own style for the purposes of a participatory housing programme. The Construction Advisers are drawn from the building trades, but have also to acquire social skills. At the professional and management level it is less a question of skills than of attitudes, which must be adjusted to accommodate the role of self-help activity in physical development, the standards affordable by the community and the social and political context of the project; these will entail modifications to planning, building control and even contract procedures.
Squatter participation
The process of development management is not one in which the public agency plans and implements a complete package with little or no participation as in a low cost housing estate or new town; instead the social and political organisation of the previously autonomous settlement is involved in a partnership. The scope of this partnership may vary from consultation to a range of decisioi-making or executive powers, but it is unlikely that upgrading can be undertaken in any community without some participation in management: if it is, it will fail to exploit the organisational resources that are available. The development agency must therefore take action to develop community structures, and must adjust itself to relating to them. 
